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EXECUTIVE SBEAIY

This report addresses the difficulties a rated officer will encounter i
in pursuing a second career in acquisition management., The constraints
imposed on this type of career by the Aviation Career Incentive ict of
1974 (ACIA) and the requirements for special experience related to program
management are investigated.

Three basic questions are explored against the background of the de-
tails of the ACIA, the desired areas of expefience deened necessary for ?

program managers, and additional constraints of recent personnel policies

within the United States iir Force (USaF).

(1) Can a career in program management with the constraints of
the "gate systen" be attained?

(2) 1If the career is possible, how should it be managed?
(3) Are rated officers really needed in progranm management?
It was deternined fhat it is possible for a rated officer to make the
"gates" snd begin a career in program manageaent,
Due to the varied experiences desired, the changing requirements of
the progran mnnagement field, and the time limitations imposed orn the rated
officers by these directives and policies, it was found the appropriate

level for managing this type of career would be the hajor Command respon-

sible for acquisition manegenent,

Although determined through the biased view of a rated author, the
dosirability of, snd need for, rated officers in program managenent was
confirmed.

During the course of recearching this subject a more severe constraint

on the utilization of rated officers in career areas cther than aircrew

ii




duties was surfaced, The rated officer in non-rated duties within the

USAF may be non-existent within a couple of years 2. a result of the
nany programs being implemented to reduce the current surplus of rated
persomiel. It is strongly recommended that the justification for rated
officers in program management within the USAF be cummunicated to the
Department of Defense and Congress immediately before the unanswered

questioning of this issue eliminates the possibility.
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SECTiON 1
INTRUDUCTIUN
ose

On 31 May, 1974, President Aichard k. Nixom sigmed into law, Public
Law 95-294., This Act is entitled the "aviation Career Incemtive Act of
1974" and is known as the "gate system" for flight pay emtitlerent, On
26 November, 1974, Deputy Secretary of Defense William P, Clements, Jr.
signed Departiment of Defense Directive Number 5000,.23 entitled "System
Acquistion Management Careers" which established the policy for the selec-
tionr, training and career development of DOD personnel who are required
for the management of major defense systems acquisitionm, (6:1)1 The ob~
jective of this study project is to determine if it is possible under
these directives and the services implemeating procedures for a rated

United States Air Foxrce officer to pursue a career im program mamagenent.
Goals

Three questions were addressed in the course of this reseaxrch., First,
can a career in program management with the constraimts of the "gate sys-
ten" be attained? Second, if the career is possible, how should it be
managed? .nd lastly, are rated officers really needed in program manage-

ment?

1This notation will be uwed throuchout the report for sources of quota-
tions and major refirences, If two nunbers separated by a colon zre used,
the first aunber is the source listed in the bibliography and the secoad is
the page nurber in the refarence, a single numbsr imdica%es an interview,
briefing, or ‘iher ascurce as listed in the bibiiography,

1




Scope

The basic directives, the iAviation Career Imcemtive Act (ACIA) and
the Departmeat of Defense Directive (DODD) 5000.23, apply to all branches
of the Armed Scrvices, however, this r: .ort comcemtrates oa the Umited
Statas Air Force (USAF) implememtation and specific examples of career
pattoras apply omly to the USAF rated officer, Cemeral implicatioms fcr
the managenert of a raled officer's career may be applicable to the other

military sexrvices.
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The iviation Career Iacemtive act of 1974 has chamged the rules umder
which a rated officer is entitled to receive aviution career imcemtive puy.
Prior to the emactiment of this law a rated officer could receive flight
pay throughout his career ir the USAF, The amount of flight pay author-
ized changed with total service but am officer couvld draw the maximum
flight pay for his grade and time in service until he retired from activa
duty. An officer was mot required to perform flying duties im his laler
years. He could he excused from active {lying amd still draw full flight
pay. The ACIA is a result of the comceru expressed by the mews media and
Congres: for officers receiving flight éay and not flying.

ACIA specifies som: "milestones" that a rated officer must attain inm
order to recoive continuous flight pay. If these milestones are success-
fully met the maximum number of years awy officer can receive flight pay
is now 25. The "milestomes" or "gates" as specified by ACIA are:

Section 301a (a) (4) "To be emtitled to continuous
monthly incentive pay, an officer must perform the
prescribed operational flying duties (includimg flight
training but excluding proficiency flying) for 6 of the
first 12, and 11 of the first 18 years of his aviation
service, However, if an officer performs the prescribed
operational {lying duties (including flight training but
excluding proficiency flying) for at least 9 but less than
14 ¢.” the firat 18 years of his aviation service, he will
be sntitled to cortinuous moathly incentive pay for the first
z¢ yeirs of his nificer service,” (12)

The rated officer in the USAF must also remaim a "viable" rated
resource, This has beer interpreted to mean that the ruted officer,

if servirg in other tham a ratsa duty, must be returned to rated duties

3
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every three to five years. The requirement to remain "viable" is being
strictly emforced by the USAF kilitary Persomnel Ceater (USAR.PC).

The USAF also has a Career samagement Program for all officers. The
objective as stated im .iir Force Lamual 36-23 is:

to imsure sufficient numbers of highly qualified

officers are always available t> assuxe positioams

of imcreasim3 responsibility and scope throughout

the iir Force amd the Departuent of Lefemse., :in-

bodied im the career mamagement of the rated officer

is the opportunity to broadea his caree: into other

caroer areas through the "rated suppleneat”, (1:4)
The rated supplement program embodies thres categories of rated officers:
some qualified to augrent the force immediately in case of a comtimngemcy,
others that would need to go through . traiming course before they could
replace combat crews, and the comtrolled rotatiom portioa which is a atable
apount during peace amd war to provide coatimuing career developmeat for
rated officers, The majority of the rated officers im acquisition memage-
mert at the present time in the USAF are im the secomd category, those
which would need to be traimed before replaciag combat crews.

Air Porce Systems Commamd (ArSC) has beem deerly involved in acyuisi-
tion managemeat throughwut its history. ‘[he developmeat and assigpnmeat of
progran managemont persommel withim AFXUC is a prinary focus of their per-
sonnel policies which are structured im accordance with the suidance
issuec im DODD 5000,23. To determine the types of experiemce coansidered
most beneficial for potential program managers, .r£3C uader Project ACE
(Acquistion Cost Evaluation) surveyed by quesiionnaire senior officers
who were conmectied w'.th acquistion mamazzeceat, The program manager's

career develcrment was then structured im accordance with the finlings

of this survey.




SECTION II1
DISCUSSICY
Caresr Development for Pregram b amagers

Fbllo;ing the publicatiom of DCDD 5000.23, the services attempted to
deternine what a career progressiom plam for poteatial program managers
should comtain, w#ithin the USAF, AFSC studied this carser field anmd
determined sone gemeral types of experiemce deemed to be most essemtial
for a program manageneat career,

Prior to publication of DODD 5S000.23, AFSC had {imitiated Project
ACE (Acquistion Cost Evaluatiom). This study was comducted from 25 karch
1973 to 25 hay 1973 under the directiom of ¥.ajor Gemeral ilemry B, Kuche-
pan, Jr. The study found maay "problems" which it reported.

These "problems” were mot all "3olved" im the original study amd
many .f the findix;s have simce been studied further., ACE Fiading 48
was conceraed with the "Developmemt of Experiemced Program mamagsrs",
An outgrowth of this fiwdimg was am opimion survey comducted duriag
March 1974 of 167 officers from withim AFSC. Cfficers surveyed were
chosea from progranm mamagers throughov. the command aed the Generala/
Colomels assipmed to the command, Of those surveyed 81% or 136 officers
responded o the questiomnaire. "The opimiom survey was desigmed for the
single purpose of determiniag the best methods for idemtificatiom amd
career developmeat of those officers who have the poteatial for progression
to responsible positiows im acquisition mamagement." (4:3-4)

The results of this study were first published im May 1974, ami the

secord prirting now out is dated Fsbruary 1975, 1t was origimally pub-
1ished about a ralf ymar prior to the release of DOCDD 5000.25.
5
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The experiences found most desirable follow (iwm decreasimg order of

importance) @
(1) System Program Office (SPU) assigmmeat
(2) basters degree
(3) Professiomal Military Flucation (BLE) |
(4) Headquarters USAF

4

\5) Flying to meet gates for rated officers
(should be related to systems acquismition specializatiom
if possible)

(6) sSecoxd system program office assigmment

(7) Research amd Developmenat assisument for momrated officers

(8) Operatiomal experiemce for nomrated officers

(9) SrO related assignment (air Force Plant Represemtatives
Cffice, Dsputy for Engineering)

(10) Eeadquarters AFSC { 4148-49)

These reconmendations have beem translated imto broad areas >f ex-
perience desired for the developmeat of program mamagers within AFSC.
These general arsas of experiemce ares

R & D Project Lianagement

Test and Evaluation

Operational

Procuremext/Contract Admimistration/Productioa kamagement

Fimancial l.anagement i
Comnand aad Supervisory Ixperieace
Headquarters AFSC/air Staff

Progran Mamagement (3)
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In addition to these broad experience areas, sore education and
training was determined to be desirable, Responses to the questionnaire
used to support Project ACE Finding 48 found there was overamhelming support
for the masters degree lavel of education, with an even split between en-
gineering and management as the preferred discipline. (4:12) &s noted in
the general areas of experience, education in the procurement or financial
. qanagenent areas would be desirable, Specialized education in prosgram
ranagexent is a requirement for major system Program banagers as stated
in DODD 5000,23.

All major system Program l.ansger candidates should
have professionai education at the Defense Sysiems
Managexrent School's Program Nanzgement Course (FPh.C)
or Executive Refresher Course (ERC), eitner before

or shortly following assignment to a major program
office, (6:3)

L

Implications of the isviation Career Incentive Act

The iviation Career Incentive Act of 1974 (aCIa) hes placed an addi-
tional constraint on the rated officer who is considering a career in
programn management, The rated officer must succesafully complete several
"nilestones" required by this legislation, The primary "milestones® or
ngates" required by this bill are to complete 6 years of operational fly-
ing in the first 12 years of aviation service. (12)

At the second "gate", the 18 year point, the number o. years of
operational flying deterxines how many years the rated officer will re-
ceive sviation career incentive (flight) pay. 1f the officer completes 9
years he will receive {light pay through 22 years of officer service. If
he completes 11 ysars he will receive flight pay through 25 years of

1




officer service.

Operational flying is differemtiated from proficiemcy flying amd is
basically that flying performed while serving im assigmments in which
basic flying skills mormzlly are maintained, ie am eircrew., Proficiemcy
flying is that performed while servimg im a job which does mot require
flying =kills - suvch as duties im staff positioms and other duties as

attendance at a professiomal school or am advamrced academic degree progranm,

Within the USAN, the bilitary Personmel Center (USARPC) has silded a

requiremert that all rated officers must remaim "viable"., Viahbie as de-
fined by the USANNPC means the rated officer must returm to cockpit
duties every three to five years., This "viability" is curreatly being
strictly enforced by the USAF, (2)

A possible methcd 0 relievs the effect of the ACIA with its "gate
systen” on getting rated officers into some jobs waich do mot require
“operational flying" is to request legislative relief, However, it does
not appear that this approach would be favorably received by Congress,
As mentioned earlier, it seems this legislation was a result of the com-
cern in Congress for the number of officers receivimg comtiauous flight
pay and not flyimg. A part of the ACIa bill is a requiremeat for the
Secretary of Defense to report speciric items to the Congress by July 1
of each year as follows:

(e) The Secretary of Defease shall report to Comgress
before July 1 each year the number of rated members
by pay srade who =

#(1) have 12 or 18 years of aviation service, amd
of thoae numbers, the nunber who are entitled

to comtinuous momthly imcentive pay umder sub-

sectlon (a) of this secticm; amd
"(2) are performing operatiomal Ilyimg duties, pro-

ficiency flying, aad those mot performing fly-
ing duties,”, (12)

8
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Reprodctd o copy.

This reporiimg appears to stremgthen the resolve of Comgress to ea-
force this bill.

The Air Force Magazime reported that while Congress was workimg over
the FY 76 budget it it the services hard om flyimg costs, The Semate
Appropriations Commities was quoted im langrage adopted by the emtire
Senate as stating:

its "lorg-tern goal is to elimimate proficiemcy flyimg
and achieve the associated ecomomics mot only im flying
hour amnd maintenmance costs, but the ecomomics that would

result from mot takinmg away from an imdividuval's primary
duties for proficiemcy flying." (8:59)

“Legislative relief" does mot appear to be a feasible altsrmative at the

preseat time,

Additiomal Career Constraints

In additiorn to the career comstraints imposed om a rated officer by
the "gate system" :md the experiemce desired for a program mamager, other
1imitations ox how and whem an officer cam tramsfer must be comsidered. If
the officer attends the air Force Imstitute of Tecimology (AFIT) to obtain
an advanced academic degree, either ia resideamce at AFIT or at a civiliam
institution under AFIT spomsorship, he will receive a directed duty assigm-
ment into a field which will use the degree for a period of three to four
years, This directed duty coupled with the lemgth of the AFIT schooling,
twelve to twanty-four momtns, will impose a defimite limitatiomn ox the
officer's career,

Two recent developments will also effect the rated officer's career
"mobility" in the future, As a result of the high cost of movimng people,

the USAF is atterpting to lengtaem the tours of its persomnel, as aa

9




exanple of this, the curremt policy ia the USAP is that ar imdividual cam

be noved whea he has over two years in an ascigmment, however, USARPC is
scoeening all requests for tramsfer of anyome with lens than three years
on statiox, This screening was not an actively pursusd ia the receamt
past,

The other policy which will have a definite effect om “mobility” is
the new systen for the USAF Officer Effectivemess Report. This system
inposes a "quota" on the mumber of officers withim a grade level that caa
receive a "top" ratimg., This new ratiag system will have to be a2 major come
sideration for amy office;r who plans to move or broadem his experience.

A nunber of moves at imopportume career poiats, resulting im a "mew kid

on the block" effectiveness rating, ie 2 'good guy' but mot up-to-speed

in this mew 2rea, will have to be consi&er:d by all officers in conten-
plating a move. This should also be comsidured by taose who are momitorimg
the career of the qfficer. Career broadening is desirable for a career,
but a move at the wromg time could conceivably be more harmful umder this
new "quota" systenm,

A last comsideration is whea or how should a rated officer's career
be structured to meet his "gates" aad get the desired program mamagement

experiemce, A recommesdation of the ACE Finding 48 study was:

Rated officers identified for potential progressiom to
level acquisition mamagamenrt positions should spemd all
nonflying tours im assijaments d° cectly related to
acquisition nmanagement. The nmors Jesirable the assiga-
ment, the better,

The available tine im supplerent tours {7 years im the
first 18 years of service) should be split betweea junior
and imtermidiate levels with an interveming rated tour or
tours, ilteraative -wethods of obtainimng desirable ex-
periemce and qualific:tions (e.s., relevaal off duty
sducation and corcespoadence l1.1) should be emcouraged. (4:48)

10
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This recommendation moted that thers are sever years available in the
firast eighteen years of aviation service to accomplish the desired career
developnent areas, However, educstiom and traiming rrouirements take tiie,
@e8ey 12-24 months for an advamced acaaesic degree plus additiomal time
!or.mE. hthoudx this recommendatioca emcoursged aitemding BLE by corre-
apondence, the selectiom procedure used im the USAF to determime those
officers deemed to be qualified for PXE leads ome to comclude it would bte
in the officer's best interest to attemd in residemce any PME course he is
selected for. PLE attemdamce im the first 18 years should imclude the
Squadror Officers Course, 3-4 momths of "mom-gate" time, an@ an inter-
mediate school, 6-12 months of "mon-gate" time. The intermediate schools
could be: Air Command amd Staff (ACSC), 12 momths; Armed Forces Staff
College, 6 months; the Defemse Systems .L'.anagomn', School (DS}S), 6 months;
amnother service's school; or perhaps two of these imtermediate level courses.
DAUS, a roquiromex:t for a program mamazer's career, Car rerlace asxotuer
intermediate level school, but mormally am officer selected to attend

an intermediate school amd DSLS attemds both., Tuas could mear up to

18 months of "nom-gate"” time for imtermediate level BL.
A Rated Program lianagexr Career?

In answer to the first questiom, it is possible for a rated officer
to meet his flying gates and accomplish a portioa of the career develop-
meat desired for a program mamager. aAppendix I depicts 3 possible career
patternms and many other variatioas are possible,

The first career pattera assumes am officor with am advaaced

acadenic degree, rmesters or equivaleant, obiained either prior to flight
1




tr.dning or during off-duty time. This pattera shows the first six years
in operatiomal flying duties, the mext four years 1u.Bssoarch and Develop-
neat or acquisition mansgenent related duties, thea a five year tour im
flying duties, This would comple’s 11 years of rated "gate" time and
there would stil) be time for the officer to attumd PKE (DS a good
possibility) earoute back to acquisitiom mamagement duties.

The aecomd pattern assumes an officer without a masters degree. This
pattern has the first 6 years agaim speat im operationsl flyimg duties,
the mext assigmment im AFIT followed by a tour im R & D/ucquisition
managenent related dutiss returmimg to operational flying at the eleveath
yoar. A flyiag tour them of 3 years followed by a PME tour amd returm °
to R & D type duties would get the rated officexr through 9 years of
operational flyimg amd emtitle hin to comtimuous flight pay through the
22nd year.

The third patterm »1so imcludes obtaining an advanced academic
degree. This pattern show the first © years im operatiomal flyimg, the
next four years im AFIT amd R & D related duties, returming to operatione
al flying dutie. after the 10th year and fimishing PE (other thaa D3.S)
during this period but remaining im operatiomel flyimg duties umtil conm-
pleting the 16th year. 1nis would enable the officer +o attemd DS om
hiz way back to R & D and have 11 years of operatiomal flyimg credit.

As sa altermative, the operatiocaal flyimg following the first PL.E course
could be in am AFSC Test and Evaluatiom orgamizatioa where the experieamce
would them be in that desired for proosram mamagemeat and still be an

operational flyim; tour,

‘The rated officsrs im AYSC which occupy the majority of the operationm-

al flying positioas at the test cemters ars test pilots, Test pilots caa

12
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and should be used in the prcgram management career field, Thezir utili-
zation in this area is the subject of another study gy Lt. Col John
Sshoeppner, a student in DSMS MC 76-1, There are however, operational
flying positions within AFSC which car be filled by a rated officer who

is not a test pilet,

Career hanugemsnt Level?

USARLPC is responsible for managing the careers of all officers in
the USAF up to and including the Lieutenant Colonel rank., A part of
USARPC is dedicated to managing the iated officer force. This rated
force nanagement includes the "rated suppiement", The rated supplement
is nade up of rated officers occupying positions in non-rated duties,
Although the careers of all rated officers in the USAF and the overage
are managed by USARMPC, the program/acquisition management officer's
careers are currently managed at the MaJCOy, AFSC, level. A system which
could identify raéed officers with potential for acquisition management,
1ook after thelr return to flying duties, place them iu career growth
positions, and monitor their progress would certainly be a great help
towards ensuring the proper utilization of these officers.

The identification of potential program managers in the Cgptain *o
Lieutenant Colonel ranks has been conzidered not only possible but a
reconmended nethod of identifying officers to insure their cureer develop-
ment in the manner desired for acquisition managers. (4:37-5, 48) 1t seens
that with the overwhelming nuabers of officers which must be tracked
through the personnel system at USARTC the bast control of this relatively

3nall) nunbev of officers in acguisition mun.genment would te at the MAJCCL.
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level, This level could keesp up with the chauging requirements in the

career patterns, and be able to respond in a timely manner to the needs
of program management,

The management of the career of the rated officer in acquisition
mnanagement should be in the same manner as other officers in this field,
with his return to rated duties being governed by USAF policy, but ;
managed by the NMATCOM responsible for the careers of the acquisitjon/
program manager, Following the’completion of the required tour of op-
ecrational flying the rated office. should be returned to the KAJCOE for

assignment in the program management career field.
Need For Rated E-pertise?

The third question was intentionaliy left until last, 1If the
answer was no--the rest of the report would ve meaningless, This is
the question-~are rgted officers really need~d in program managenent?
This question addresses an area which has been generally accepted, but
never really studied or defended, ¢The USAF, being the service that
"flies", has expected rated officers to be in all phases of Air Force
leadership and the need for a rated officer in a management position has
been generally accepted.

Weapon systems developments in the USAF are in many instances direct-

1y related to the flying mission. The involvenent of the user commands
in specifying the requirements for 2 weapons system has been emphasized
in many classes on prosgram management, The essential of evaluating
changes in performaace or requirements would seem to be best accomplished

by the active involvement ol people with operational expertise in a similar

14




system, One author noted:

The lack of fighter pilots in AFSC crextes . problem

for the Air Force and for the Tactical Air Commend in
that the rated positions involved in the development of
tactical weapon systems are not being filled by currently
qualified fighter pilots, and many of the positions are
not even filled by fighter pilots, {10:85)

Som2 examples of development prcblems were cited by this author with

one being highlighted that occurred with a warning device .ur an air-
crafte-

The problen developed hecause the operational personnel
who submitted the requirement for a minimum range did
not realize that from an antenna design viewpoint they
were driving peak detection range to unacceptable limits.
The technical experts, who very early in the design phase

understeod what the detection range would be, did not
realize the operational inmplicaticrs, (10:85-06)
This type of misunderstanding might hive boen avoided if as operatione
2lly expericnced man had been involved, Certainly there are additional
exanples of not really knowing what the user wanted dut designing the

assuned system to the vimost degree of sophistication,

The extreme ingenﬁity of this system rather blinds one
to its utter uselessness, (11:32)

In support of having rated officers in program management, their
operational experience would contribute expertise to the progran office.
A study on effective management in project management type organizations
by Dr. H. J. Thamhain and Dr. D, L. wileman found the influence methods
used by project managers to gain support from project personnel included

expertise,

Taken together, project manajers feel that they can
en.ance the support received from subordinates and
assigned project personnel if they ewphasize work
challenge, expertise, and formal authority. (13:33)
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Theue results indicate that expertise and authority

. " assir* the project manager in gaining support from
pro,..t personnel if the personnel respect the nmanager's
expertise and believe he has authority which has been

. properly delegated. Cn the other hand, it appears that
if project managers overly enphasize their own expertiss
and stress their authority as a primary influence method,
conflict tends to increase. (13:38)

;:
’ A limitation on the use of expertise by project managers is also noted:

This leads to the conclusion:

Project nanagers need to use their expertise judiciously.
If overused, it can be detrimental and demotivating to
project participants since it nmay discount their contri-
bution; expertise which is wisely used can be importani in
developing respect and support for project managers. (13:3")

Expertise is a useiul influence base for project managenent suoject
to the limitations of most styles--use ii wisely!
The most outspoken support of the 1«ted officer in program manage.sent

was found in the Project ACE Finding 48:

; The unquestioned desirability of rated officers in progran
management was frequently mentioned. In addition to the
obvious need for related operational experience, many officers
mentioned another characteristic of rated duty that carries

. over to acquisition managementi., Ais a group, rated officers
have a talent for decision making under uncertainity., al-
though academic courses can te taken in decision theory
under mncertainity or with linited iaformation, management
directors who were interviewed valued the emergency reaction
capability to make potential life and death decisions that
comes with rated crew duties and training. (4:14)

In this fast meving world of program management, there may be a irait

in addition to operational expertise, which can be found in the rated

officer that would enhance his contribution to this management area.
#ith the current emphasis of "credibility", particularly in

- defending weapon systems acquisitions before Congressional committees,

can the USAP maintain its credibility snd have other than a rated officer

AT

, manage and defend its aircraft/airborne systens to the public?
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It is this aut2or's conclusion~- biased as it probably is, but support-

ed by inese references-- that a rated officer is neeced in program manage-
nent in the Air Force and can contribute in many positive ways to the

effective management of weapon systems acquisitions.
The Real Problem!

While researching this subject a briefing was attended which high-
lighted an even bigger problem to getting rated officers into program
nanagenent, or for that matter, any field other than operational flying.
The guidance issued by the Department of Defense to be used in this cycle
of the Planning, Progranming, Budget System (PPHS) for submitting the
USAF Progran Objective hemorendun (¥0ii) for the FY 78 budget has elimin-
ated the possibility of Jjustirying, or-explaining, any rated officers in
a "rated supplement" type of job, The USAF currently has about 5500 rated
officers .n the drawdown portion of the rated supplement, those that would
need to be trained'before they could replace a crewnember that was in con-
bat, and of that number about 2500 are in AFSC. The overall number does
reflect a surplus of rated officers in this category which if eliminated
would bring AFSC's share of the rated supplement down to approximately
1900 raved officers, The DOD guidance to eliminate the supplement com-
pletely will reduce AFSC's rated cfficer avtkorizations by approxinmately
this nunber. lost program managenment offices do not have “operational
flying" positions, Therefore, this could preclude a rated officer from
entering the progran managenent field until the 18-20 year point in his
career, The guidance on personnel nanagensent contained in DCDD 5000,23

is very explicit on the use of this tyye individual in program managenmsnt.

17
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Colon+ls/Captains or civilian equival;nts aﬂould not be
considered for assignment as Progran Managers unless they
have nal progran nanegemeny or system acquisition experience,
to include one or more assignments to a progran office, (6:4)

The USAF has implemented plans to reduce/eliminate the surplus number
of rated officers currently in the personnel inventory., Ezrly releases
from duty for some pilots, removal from flying status for those officers
within two years of an established date of separation, and a reduction in
the numbe: of pilot and navigator training graduates are some of the pro-
grans being used to pare down this rated surplus. The reduction in the
nunber of officexs being trained is significant enough that within a min-
imun nunber of yesars, approximately two, éhe nunber of rated officers on
duty will be equal to, or below, the number of operational flying positions
projected for the USAF personnel structure, This reduction will eliminate
the "rated supplenent" and does appear to be a solution for eliminating
the rated officer surplus. A discussion of these prograns and their im-
pacts is contained in the April 1976 issue of Air Force hagazine, (8:56-59)

The significance of these rlians to reducing the number of rated officers
in the program management career field is obvious, without a justification
supporting the need for rated officers in this field there will be no way
to obtain rated cfficers until completion of their operational flying
career, 4As indicated earlier in this paper, it does not apprar that the
need for, assignnent of, or value to, & program management office of a
rated off{icer has ever been questioned. Now Congress through passing the
ACIA with its reporting provisions, and its expressed disdain for pro-
ficlency f1ying, has questioned this issue, LOD has responded by issuing

guidance which elininates the currently used justification for having sope

rated officers in "non-rated duties", e.g, elitinate the ratad supplenent,
18
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thereb; it has also questioned this issue. The USAF,_and AFSC in particu-
lar, need to justify retaining rated officers in the program management
field now; or the unanswered questions nill eliminate the possibility.

A first step nmust be made within A¥SC to Justify at least a nominal
percentage of its officer strength as requiring rated expertise, The
changing needs of project offices for rated expertise may preclude ever
Justifying specific positions as requiring a rated officer., However, an
interest in, and justification of, the rated career in program management
must be communicated by AFSC and the USAF to DOD and Congress immediately

or the rated officer in program management will become extinct.
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CONCLUSION

The genersl areas of desired experience which have Yeen determined
to be necessary for the training of potential program rmanagers in the
USAF were used as a basis for evaluating the career plan for a rated
officer.

The ACIA, with its system of "gates", will remain as a limitation
on the career opportunities fer a rated officer in tie future, The thought
of suggesting legislative relief for this career is posed, but detexrmined
not to be a feasidle alternative at this time.

Against the background of the deta&ls of the ACIA, the areas of ex-
perience and trainirg courses necessary for program managers, and the
additional constraints of recent USAF personnel policy actions, the
following conclusions were determined,

(1) 1t 1s possible for a rated officer to meet his flying
*gates" requirements and also begin his career develop-
ment for a second carecr in program management. Three
possible career patterns were discussed for officers with
varying training needs,

(2) The management of the career of the rated officer in
acquisition management should be in the same manner as
other officers in this field, His return to rated duties
would be governed by USAF policy, but the timing managed
by the MAJCCL responsible for the careers of the acquisi-
tion/progran manager.

(3) As determined through the biased view of a rated author,
20
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the rated cfficer is needed in program management in

the USAF and can contribute in many positive ways to the.
effective management of -reapon systems acquisitions.
During the course of researching this subject a more severe con-
straint on the utilization of rated officers in career areas other than
aircrew duties was surfaced, The rated officer in non-rated duties
within the USAF may be non-existent within a couple of years as a result
of the many programs being implemented to reduce the current surplus of
rasted personnel. It is suggested that a first step be made within AFSC
to justify at least a nominal percentage of its officer strength as re-
quiring rated officer expertise, 4An interest in, and justification for,.
the rated officer in program management must then be communicated by the
USAF to the DOD and Congress immediately or the rated officer in program

nanagenent will become extinct!
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APPENDIX 1: CAREER FATTEHNS

Pattern 1

FLY

RAD FLY PLE R&D

Pattern 11

()}

10 1555216

11 years flying, 6 years RXD, 1 year PVE,

______ o1 Y BHE RAD

Pattern 11

9 years flying, 3 years degrée and P:E, 6 years H&D,

1

6 AAD/R&D

10 LY ___FME___ FLY . DSUS/R&D

11 gears flying, 3} years degree and WE, 3} years RiD.
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